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: A 3-FHASE FPROGRAM DESIGNED FOR THE RAFID TRAINING OF 5645

; NCNPROFESSIONALS FOR ENTRY LEVEL CIVIL SERVICE POSITICONS IN

% FRIVATE AND FUBLIC EMPLOYMENT WITHIN A 2-YEAR FERICD IS

L FROFOSED UNDER THE SCHEUER WORK TRAINING AMENDMENT TO THE

? ECONOMIC OFFORTUNITY ACT. TRAINEES ARE EMFLOYED ON A

| FART-TIME BASIS DURING THE TRAINING FERIQD BY THE FOLICE,

j . HEALTH AND WELFARE, INSFECTION, ANDC HOUSING AND RELOCATICN

: DEFPARTMENTS. IN PHASE 1, THE TRAINEES ARE TRAINED TO FERFORM
USEFUL ELEMENTARY TASKS CN THE JOB FOR A 4-WEEK FRESERVICE
PERIOP. THEY ARE ALSO EXPECTED TO LEARN THE NECESSARY
ADMINISTRATIVE MATTERS RELATED TO THEIR JOB AND TO ACQUIRE A

. BROAD PICTURE OF THE AGENCY, ITS TRACITIONS, REGULATIONS, AND

i STRUCTURE. FPHASE 2 CONSISTS OF A 4-WEEK TRANSITION FERICD

| DURING WHICH THE TRAINEE WORKS ONE-HALF OF EACH CAY AND

{ BEVOTES THE OTHER HALF TO DISCUSSING HIS ON-THE~JOB

; EXFERIENCES AND FRCBLEMS. IN FHASE 3, THE TRAINEE RECEIVES

a SPECIAL TRAINING 1 DAY PER WEEK IN ADDITIGN TO CAILY

i
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SUFERVISICN ON THE JOB FOR THE BALANCE CF THE 2- -YEAR PROGRAM
TO ACQUIRE SKILLS NECESSARY FOR HIS UFGRADING--SUCH AS
LITERACY, RECCRD KEEFING OR HIGH SCHCOL COR JUNIOR COLLEGE

PoLEE R s

COURSES. THIS APPROACH WILL ALLOW FOR GENUINE CAREER
% BEVELOFMENT FOR THE TRAINEE WHILE EMFLOYED AT NO LESS THAN
1

$3600 PER YEAR. STAFFING INCLUDES ONE TRAINING PIRECTOR, ONE
v ASSICIATE DIRECTOR, ONE SENIOR TRAINER RECRUITED FRCOM. EACH
. ! AGENCY, ANC FOUR TO EIGHT ASSISTANT TRAINERS FROM QUTSIPE THE
E | AGENCIES. IT WAS RECOMMENDED THAT THE PROGRAM DESIGN BE
. : SIMFLE AND TASK ORIENTED, THAT A MAJORITY OF THE BASIC STAFF
, ! BE COMFOSED OF ASSISTANT TRAINERS, AND THAT CLOSE CONTACT BE’
| i DEVELOPED WITH THE AGENCIES EMFLCYING THE TRAINEES. (WB)
i - '
{
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At least 116,000 teacher and school aides are bezing emnloyed
currently through Title I of the 3lementary and Secondary 3ducation
Act. A new amendmznt to Title I calls for the training of these
aides,

With the Scheuer Work Training P:oaram and the Concentrated
Fmployment Program (CSP) beginning in over 20 cities throughout

the United States, there is further evidence of the growing

need for massive training, San Francisco alone has developed a

pronosal for careers and training for 3,000 neonla,

The prosmect of large numbers of health aides b2ing trained

through medicare underscores the need for large, naw training

designs. No longer will small demonstration training projects
suffice, although nmuch can be learnzd from the ongs that have
already been fielded, We do not havz a sufficient number of

crainers to permit a high ratio of trainers to trainezes. Thus

w2 will n2ed to multiply our training capability very ranidly,

This requires simmle desions built on the assumption of limited

initial knowliedge on the nart of the trainer. It further

requires the development of training materisls that can easily

be annlied on a wide scale. Progranmad materials, such as are

b2ing develoned by Scientific Resources, Inc. to train nurses’

aides to become licensed nractical nursss, are »narticularly
relevant for large scale training. (This vroject has been
initiated by the State, County, and Municnal Imployees Union,

District 37, AFL-CIO, New York City.)

Large scal2 training designs must also include the following:
involvenment of the various agencies in which the nonprofessionals

will be employed in develoving training plans and job specifica-

tions for the new nonnrofessional workers; the recruitment or
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liaison personnel and training mersonnel from these agencies where
possible; the recruitment of a largs number of full-tim2 assistant
trainers, a smaller number of sznior trainers and the se2lective
use of 'moonlighter" vart-time trainers and consultants for
snecial tasks (e.g. literacy training); back-up and trouble-
shooting support from large training lazboratories (such as the New
Jersey Community Training Center and the NYC New Carcers Develon-
ment Center Training Laboratory).

It should be noted that it is possible to develop training
designs, without necessarily knowing the specific tasks to which
the aides will be trained. This is particularly true in the human
services where certain generic training is relevant. However,
the goals of the training, narticularly in relation to the
Scheuer Sub Professional Career Act, are very pertinasnt to
consider in develoning training plans, For examnle, a major
goal is to develon the nossibility for the trainee to becomz a
pernanent vpart of thes agency and to move up within the agency
system, This requires that the trainee understand the agency
structure, its norms and traditions, and the ways in which he
will be contributing to and changing som2 of the natterns of
service delivery. But, he is an agent of change of a smecial
type, functioning within the systen and toward his ovm career
development. H: must win himself into the agency and win the

agency to the idea of new careers, This makes it mandatory
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that he not come in attenmting to show the inadequacy of the ;g
agency, reonresenting himself as thzs sole remository of information 1
on how to work with the poor. Nevertheless, he is concerned
with developing many changes in the agency, including greater

particivation of nonnrofassionals, better develowed teans of

non-professionals and prefzssionals and his training should help
him to acquire approprizie attitudes and skills to achieve these

ends.

for Five Hundred Aides

A Design
The following model remresents a prooosal for training five
hundred nonprofessionals to be smmloved in four agencies under

the Scheuar ‘orl< Training Amendment to the ZIconomic Onnortunity

Act. The nennrofessionals are to be e2mmloyed for a neriod of up
to two y2ars in four demartments: wpolice, health and wzlfare,

inspections, housing and relocation.

The aim of th2 nrogram is to prepare the trainee within
these two y2ars, to be eligible for the entry level civil

service2 positions in these areas, e.g. social worker assistant.

(The trainee may, nrior to the two years, comnlete the requisite
training to b2cone eligiblz for these pbsitions.) It is fur'thexs .
intended that the training and education that the trainee

receives enable him to qualify for a great variety of jobs, both
in the public and private sectors. The objectiva, therefore, is

tc provide certain core skills in communication, record keening,

hunman relations, system know-how, etc.
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PHAS3ID TRAINING

Phase One: Four Week Pre-Job Period

In Phase One, the trainees are to he trained in a short ner
pre-service period of four weeks in order to bz able to nerform
certain elementarcy tasks, on the job, on day one.,* Two or three
such tasks are to be selected after careful consultation with the
agency in which the trainze is to be rlaced. The trainees will
be trained largely throuch role nlaying and job simulation to
naster these entry tasks., The aim is to insure that the frainee
be able te perform certain functions directly useful to the agency
on the first day on which he apnears on the job., Thus, he will be
ihmediately valuable to the agency and his own fe2lings of comme-
tency will be enhanced,

The remainder of this brief pre-ssrvice neriod»is directed
toward aiding the trainee to learn the necessary adninistrative
matters relatad to his job, and helping hin to acquire a broad
picture of the agency, its traditions, ruies and structure.

The trainee should also be assisted to understand that in
order to win his way into the agency he must be helpful to his
supervisors, and show that he is not coming there as a critic of
the system with a chio on his shoulder. It can be indicated,
however, that in the long run, his inveolvement with the agency
will help to iwuprove the character and pattern of service and

that he is playing an important change-agent role, although

*During th2 selection phase, the traineez will be acquainted with
the job possibilities in the four agencies and will be assisted
in maklnc a choice of agencies. However, hz may change his
decision at a later noint (see below).
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initially he has to get his foot in the door, so to spzak.

During tle selection nhase,
Phase Two: A Short Transition

A short transition veriod is recommended during which the
trainee will work on the job for one half day every day for four
nore weeks, In the half day in which he is not working, careful
discussion of his on-the-job experiences and mrobiems can taxe
place,

Phase Three: The Training Day

It is proposed that the trainee in addition to receiving

daily supervision on the job, reczive snecial training for one

fifth of the week, or up to two years. It is in this period that

he will be assisted to improve his initial skills,* and to acquire
the necessary core skills required for nis ungrading: 1literacy,
record-keaning, organizational procedures, agency knowledge and
know-~how, etc. He may also acquire his high schecol equivalency.
Advanced educational training is to be provided, in part, on
the job site by having instructors from junior colleges and corinu-
nity colleges teach courses in the eight hours off the job. A
plan will be developed with the colleges to provide cours2 credit
for this on-the-job training. (See the college nroficiency
exanination nrogram established by the Naw Ycrk State Board of
Regents to deteﬁmine credit allocation for off-campusor out of

course learning.) This new OJT approach will allow for genuine

*¥It is during this neriod that the trainee may decide that he wishes
to shift to a different job offered in one of tha other agencies.
He can use his "training day" to acquire the entry skills for the
new position and wmake arrangemants for the shift if opnenings are
available,
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career development for the trainee while amloyed on a full time

basis at a salary of no less than $3:00 ner we2ar,

Training the Trainers

Ther2 is to bhe a Trzining Birector for the entire nroject,
an Associate Director, four Senior Trainesrs, on2 =2ach to be recrui-
ted from the agencizs in which the nomnrofessionals will be emnloyved
and four to eight Assistant Trainers recruited from outside of the
agencizs,

Since nmost of the training will take nlace in the one day off
for training during tha on-the-jcb »eriod, it is possible to divide
th2 groun of five hundrad into one hundred ner day, and thus use
the basic training staff of eight to twelwe mewbers for each one

hundred trainees, or two or thr2z trainers ner each unit of twenty-

o

five traine2s. In order to follow this design, howzver, the nre-
services period must be phased in so that all five hundred trainees

are not hired sinultaneously. I7 they were to b2 hired simulta-

neously, the »nre-temporary service neriod would either rzquire an

additional traininog staff complement (temporary moonlighting) or

a nuch higher ratio of trainer to trainece.

A good deal of the training of the trainers can ta%e place
sinultaneously with the training of the nouprofessional, on the job
itself, Hut a nortion of it may b2 offzred at special training

laboratorias.*

*The NYU New Careers Da2velopment Z:nter Troining Laboratory will
provide a lMaster Trainer and an Assistant Trainer to Tfurnish in-
the-fiz2ld assistance and demonstration training for the five
hundred trainzes and their trainers. It will also offer special-
ized training for the trainers at the Training Laboratory.
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The trainers: Eﬁg:igg.txaining should consist of the following ~=-
knowledge of the tasks to be performed by tﬁe nonnrofessionals, and
in particular, their phasing; some knowlzdge about the learning
styles or ways of learning of low-income nopulations who have not
had adequate schoecling; nowledge of the agency structure and
tradit ons in which the nomprofessional is to be employed; some
knowledge of training methodologv and the training design to be
utilized (part of thi: can be contributed by the training staff
itself); knowledge of how to utilize the supnort and backup from

an advanced training laboratory.

Attention should be given to prepsring trainers to deal with
specific nonnrofessional issues such as:-

The ways in which the nonprofessional nerceives the
nrofezssional -«
commetitively
as a2 fcraman
.stant fron the poor
ossessad of “agkcal DOWRE S
sr-identificotion with nrofessional

The nonprofessional's uneven development,
Deficiencies in the areas of...
racord keening
literacy
"syrstem'!' know-how
in other areas he may nossess excellent understanding

The significance of the buffer role (the Assistant Trainer
standing midway between the nommrofessional and the Trainer
or other professional),

The ways in which the nrofessional can learn from th2 non~

professional (cross-socialization).

The role of the nonnxofassional as a change agent in the
system,

The marginality and ambiguity of the nonnrofessional role.




It is going to be necessary to use training designs which allow
for the confrontation of tie nonnrotessional and the nrofessional
with full onen discussion of the difficuities they have with each
otber or anticipate having with each other, Trainers need to be
prepared to handle these notential cleavages and issues in order
to work toward the full develonment of the nonprofessional-professione

ali tean,

Summary
Soialy

A three-phase training design for the rapid training of a
large number of nonnrofessionals has been presented. It is suggested
that much of tha training of the training staff can overlap the
training of the nomprofessionals, The major recommendations are:
the design nmust be simple and task oriented; a basic staff comnosed
of a high provortion of Assistant Trainers should be utilized for
continuity rather than many moonlighting Senior Trainers; supportive
bacltup of an advanced Training Laboratory slhould be sought; closes
liaison with the agencies emmloying the nonnrofessionals should be
developed; core training is continyous in the third ohase (on the

Training Day), rather than being introduced in the short first

phase »receeding the job itself.




